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What is a Team?

Coming together is a beginning.
Keeping together is progress.
Working together is success.
Henry Ford

Teamwork

Building a New Team

You often hear the word ‘teamwork’ used in relation to

Managing a new team can be a daunting prospect, and when

increased efficiency, output and motivation. It sounds so

it’s done well, new teams can quickly contribute to improved

simple to achieve, and yet the reality is sometimes much

organisational performance whilst feeling empowered and

harder.

engaged. Bruce Tuckman analysed the stages teams go

In the NHS, never has it been more important to work together
as a team. Teams are pressed to deliver more with less, more
demands are made on time and resources, meaning that
teams have to prioritise like never before.

through from inception to the point that they are fully
contributing and performing. The table below shows those
stages, and some of the challenges you may face at each
stage. Use the table to consider where your team are.

So what is a team? As defined by Katzenbach and Smith in 1993
A team is “A small number of people with complementary
skills who are committed to a common purpose, performance
goals and an approach for which they hold themselves
mutually accountable”

What you might notice
generally.

What you might notice
about the work itself.

What you might notice
about how the staff go
about doing the work.

How staff may be feeling.

FORMING

Uncertainty about roles,
looking outside for guidance.

Some attempt to define the job
to be done. Each person has
his or her own job and works
under close supervision.

Team members look outside
for guidance and direction. The
supervisor plays a strong role
as the boss and tells the staff
what to do.

People feel anxious and are
unsure of their roles. Most look
to a leader or coordinator for
guidance At this dependent
level, because each person
operates separately and most in
the direction of the supervisor,
the group does not seem to go
anywhere.

STORMING

Growing confidence in team,
rejecting outside authority.
Jockeying for position within
the team. “look/listen to me as
I am an authority on this”

Team members resist the
task demands. Each person
continues to be responsible for
his or her own main area and
works independently.

Team members deny the task
and look for the reasons not to
do it. (looking for the ‘cream’
jobs to do rather than menial
ones). Staff continue to work
independently in order to
gain possible favour with the
supervisor.

People still feel uncertain and
try to express their individuality.
Concerns arise about the team
hierarchy. Helping each other
and covering for each other
does not occur often.

NORMING

Concern about being different,
wanting to be part of team.

There is an open exchange
of views about the team’s
problems. Staff work with
minimal direction from the
supervisor. Still an element of
working independently.

The team starts to set up the
procedures to deal with the
task. Staff come together
in one department because
they serve a common overall
function.

People ignore individual
differences.

Resources are allocated
efficiently and processes are in
place to ensure that the final
objective is achieved. There will
be more shared responsibilities.

The team is able to solve
problems. They coordinate
with each other to produce
a set of outcomes. This is
interdependence.

People share a common focus,
communicate effectively and
become more efficient and
flexible as a result.

PERFORMING Concern with getting the job
done. Staff rely on each other
to get the work done. “the
whole is greater than the sum
of it’s parts”

Team members are more
accepting of one another.

Moving the Team Forward
You will notice from the table that the different stages of
team development affect performance levels of the team. As
a manager you will want to move your team towards a high
level of performance quickly. The diagram below shares some
actions you can take to do this:

From forming to storming

From storming to norming

From norming to performing

Clarify roles within the team so that

Strong leadership and direction is

Encourage team members to recognise

you can allocate tasks appropriately.

needed to keep the team unified and

and make the most of each other’s

ensure cooperation.

strengths.

Discuss team values and agree on how

Foster an atmosphere of open

you will work together as a team. You

communication.

Make team goals explicit and ensure
they are understood by everyone.
A high level of support will be needed
here as the team get to know each
other and their tasks. Be available to
provide support whenever necessary.

might want to agree on ground rules
or a ‘team contract’ for how you will
work together.

You can now start to take less of a
directing role. Give team members
more autonomy where appropriate

Take on a motivational role, pointing

and empower them by delegating

out the positive aspects of what the

tasks based on their skills and

team can achieve together and instilling

expertise. This will boost confidence

a sense of team spirit.

and motivation.

Passionately articulate the team’s vision

Time

As the team matures, so does the way in which
team members work together and interact.
Initially, there will be lots of politeness among

What’s the culture
What is your Vision?

you want to create
amongst your team?

the team and a high level of dependence on you
as the manager. Your aim is to get the team
to a point where they are inter-dependent, i.e.
they each play an important part in delivering
what is expected of the team. As a manager of
a new team, a key part of this is about setting
out a vision of where you want the team to go,
developing a team culture (e.g. reputation for

Does everyone in your

quality, for service…) and ensuring everyone in

team know what’s

Have you shared

the team knows what their part of the team is.

expected of them?

this with your team
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Self Reliance

to inspire others and gain commitment.

Motivating a Team
In the NHS at the moment, the make up of teams is

Wearing the same shirts
doesn’t make you a team
Buchholz and Roth

changing, priorities seem to be continually shifting and
fluctuating workloads are putting untold pressures onto
teams. All this can leave team members feeling bewildered
and distracted. As a manager it’s your job to maintain
focus and keep the spirits of your team high so that you
can continue to deliver.

Creating the right environment
Think about your experiences as a customer in a shop or a

Yet research done on motivation found the Pike Place Fishmongers

restaurant. It’s almost impossible to get good service from a staff

Stall in Seattle, USA, to be the most motivating work environment

member who isn’t motivated. We spend a lot of our time at work

in the world (as referenced in FISH, by Stephen C Lundin PhD, Harry

so it’s critical that you can create a culture in your team where

Paul and John Christensen)! They were able to energise creativity

people are engaged in what they do and want to do a good job.

and problem solving abilities among the staff, and motivate them

Imagine working at a fish mongers stall. It’s cold, it’s wet, it smells

to go the extra mile, happily!

fishy, it involves early starts. You could be excused for thinking it’s

So what are their secrets? Pike Place put their motivating

not the most motivating work environment.

environment down to four simple principles:

Motivational Principles

Action

Choose Your Attitude

Develop a Team Charter or Team Values that articulate how the team will
behave towards each other.

People often allow their circumstances and external events to affect their
attitude, yet in reality, only ‘YOU ‘ are able to choose your attitude, and how
you’re going to respond to an event. There is always a choice about the way
you do your work, even if there’s no choice about the work that you’re doing!

Be sure to talk about the positives, e.g. progress made, what’s good about the
team, what’s gone well.
Challenge those who have a negative attitude, pointing out their impact on
others.

Be there for Your Team

Have regular one-to-ones with everyone in your team – away from the desk.

‘Being there’ is about being present for your team. If someone is talking to us
on the phone, how many of us continue to tap into our pc? Sometimes it can
be heard! Being there is about being present! It makes a difference!

Physically move away from your PC if someone in your team starts a
conversation with you.

Being present will help you:• Listen
• Create rapport with your team

If you don’t have time to deal with a team issue there and then, explain this to
the team member and create a time when you can talk.
If you have been in meetings or away from the team for the day, aim to check
in with the team at the end of the day.

• Get a reputation of being a people person
Value and Appreciate Others
Working in a team is an emotional experience. We all spend a lot of time in
the workplace and it’s nice to know we are valued and appreciated for the
part we play in a team.

Make an effort to remember your team member birthdays and/or special
anniversaries. Making a diary note can help.
Say “thank you” for the effort people put into a task as well as the output they
produce for you.
Creatively reward your team and individuals within it for excellent work. For
example ice creams on a hot day or bringing in a packet of biscuits for the
team meeting can go down well.

Create a Workplace Buzz

Start team meetings with a quiz or a puzzle.

Research shows that play and having fun at work will:-

Introduce friendly competitions.

• Energise the creativity and problem solving abilities in you and others!

Link team activities to national events (e.g. Grand National Sweepstake).

• Motivate people to go the extra mile, happily!

If your work environment allows this, choose a day of the week or month to
dress in casual clothes.

• Makes time pass more quickly when involved in routine work.

You and your team may not have choice in the work that you do,
but you do have choice in the way that you do it!

Select a local charity and share ideas for fundraising or volunteering time to
support it.

Motivating Team Members
As a manager in a changing NHS, your team will look to you to

Whilst motivation is personal, there are common things that help

provide them with motivation, and help them to make sense of

to motivate all of us:

what’s going on around them.

•	Appreciation – Feeling appreciated for what I do and that my
contribution to the team is valued.

TASK

•	Involvement – Feeling that I’m involved in decisions and able to
contribute ideas to the team.

Here’s a question for you: What does your boss do that helps

•	Treated Like an Individual – Knowing that my manager

to motivate you? Think about it for a moment and maybe note

understands me, respects me and challenges me to perform well.

down those things.

Here are some practical hints and tips that you can use to bring
these motivators to life:
Motivator

Why it is Important

Action You Can Take

Appreciation

Expressing appreciation is the first step
in creating an atmosphere that will
motivate people.

•	Give a team member verbal praise on immediate completion of a successful
project and share this achievement with the team.
•	Meet regularly with individuals to review what they’ve achieved.
•	Meet regularly as a team to discuss what has been achieved.
•	Celebrate team or organisational success: when a project is completed don’t rush
on to the next one without first stopping to acknowledge both individual and
team accomplishments.

Treated Like an
Individual

People want to feel involved in
their work. It would be completely
impractical to involve everyone in every
decision, discussion or project that ever
takes place, but allowing for greater
team member contribution, especially
around initiatives that will directly affect
them, gives people a sense of inclusion
and importance.

•	Involve team members in the decision-making process as much as is practical.
This could be as simple as asking people to email you their thoughts and ideas on
the topic up for discussion, or having an ideas sheet on the departmental noticeboards.

Another important factor that can
boost morale when people feel that
management is genuinely concerned
about them as an individual.

•	Always consider and treat team members as individuals. Find out what interests
them, both at work and in their personal lives, what their expectations are for the
job and how they gain satisfaction from the work they do.

•	Encourage team members to work on projects together.
•	Have an occasional work night out or an office get-together to allow people to
meet in a social context.

•	Ensure each individual is stretched and challenged in a way that promotes their
growth and development. Set targets for your team members.
•	Offer on-the-job coaching and training whenever possible.
• Actively demonstrate concern for health and safety.

Interestingly, the above motivators don’t cost the NHS a penny,
other than investing a few minutes a day of your time. We all
know that a motivated team performs well, and the benefits you
will gain will far outweigh that investment.

Top tips for Teams: Motivating a Team

Involvement

Relationships and Roles

Do you want a collection of
brilliant minds or a brilliant
collection of minds?
R. Meredith Belbin

Teams are made up of people and are therefore by their very
nature complex. Relationships are capable of changing even
when there is no change in the people within the team. As
people change and evolve, so will the team and its performance,
so it’s important to keep a close eye on team relationships to
ensure a positive and productive working atmosphere.

Teamwork Relationships
By personality we are different, and as such we will have things in

Trying to manage such differences in personality within a team can be

common with some members of the team and also some differences in

a challenge, and a good starting point is to understand some of the

the way we do things and the way we think. With so much structural

differences, recognise them and appreciate how they can add value

change in the NHS, we find ourselves in teams where people’s

to the team. For example, an outspoken member of the team may

preferences and styles are different to what we have been used to. It

distract or annoy quieter members of the team, but they would deal

is important to recognise that people aren’t being difficult, they are

confidently with a demanding stakeholder or customer!

simply being themselves.

The table below shows some typical personality traits, along with the
strengths they bring to the team, and the impact of overplaying these
strengths.

Someone who
focuses on:

Their Strengths

Action Used Inappropriately

Solutions

People and
relationships

•	Care about the way people in the team
feel.

•	Can be seen as smothering by other team
members.

•	Show appreciation for what they do well.

•

•	Can take on too much.

Look for ways to help the team.

•	Trying to avoid being a burden to the
team.
•
Task and
output

Stick up for the team members.

•	Fight other people’s battles unnecessarily.
•	At the extreme can show emotions
inappropriately.

•	Ensure 1-1 discussions focus on task as well
as relationships.
•	Provide feedback on the impact of their
behavior on others (both positive and
negative)

•	Competitive on behalf of the team.

•	Can be competitive within the team.

•

•	Alert to opportunities for the team.

•	May want to be in the limelight all the
time.

•	See the need to take risks.

•	May not appreciate other’s contributions.

•	Ensure they listen to others ideas and
approaches.

•	At the extreme can become aggressive
when outputs aren’t achieved.

•	Set clear parameters of responsibility and
tangible outputs.

Persuasive.

•	Encourage them to share their direction
with others.

•	Provide situations for partnership working.
Data and
Information

•	Objective and logical in their approach.

•	Can be slow in their decision-making and
in completing tasks.

•	Set clear timescales and expectations of
outputs.

•	Think things through before acting.

•	Can be seen as nit-picking or rule-bound.

•	Take a cautious and thorough approach.

•	Tend to look in the past rather than the
future.

•	Paint a picture of the future to help them
to understand it.

•

In control of emotions.

•	Organised and concerned with procedure.

•	Good ideas can remain inside their heads.

TASK
Use the table to reflect on your team members – where are their
characteristics adding value to the team and where are they creating
barriers to team performance? Try out some of the solutions to ensure
you get the best out of each team member and develop harmonious
relationships within the team.

•	Encourage them to share their ideas.
•	Provide feedback on the quality of their
work.

Team Roles

Within a team, there are different types of work that need to be done

different stakeholders, whilst others couldn’t think of a worse way of

if the team is to perform and deliver in an “all round”, successful way.

spending their day! These types of work shape the roles that need to

Dependent on our personalities, there are different elements of this

be played within a successful team.

work that we will enjoy doing more than others. For example, some
people love spending their time going from meeting to meeting with

The different roles are summarised below.

Innovator
Seeks and finds
new and better ways of
doing things
Will be curious to find out how
other teams do things
Introduces best practice
to the team

Checks that the team
does things right
Is passionate about quality and
regulation
Will be a critical thinker
who notices details.

TASK

Co-Ordinator/
Team Leader
Pulls the whole team process
together
Sets Direction
Provides motivation
Will be able to focus on
both results and the
wellbeing of the team.

Producer
Turns ideas into reality
Is results focused and will
make things happen for
the team
Will be practical, reliable
and structured.

Promoter
Sells and promotes what
the team does with its
stakeholders
Builds on the ideas of others
Will be a good
communicator and
influencer

Thinking about the roles above, consider your team:
•	In which roles does your team spend most of its time? For the work
you do, how appropriate is this?
•	How balanced is your team’s focus across these roles? What can
you do to increase the balance?
•	Which team member’s skills and strengths lend themselves to each
of the different roles? How much of their time are they spending in
these roles?
•	Where do you have gaps, i.e. where nobody plays a role naturally,
how could team members share their expertise to ensure all roles
are covered?

Doctor Meredith Belbin, Charles Margerison and Dick McCann have
done a lot of work in this area. See the FSD website for more detailed
information.
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Monitor

Developing your Team Further
The Team Intervention Model below looks at a team’s needs across two

The model then summarises the different types of team intervention that

factors; considering how much the team needs to focus on developing the

would be appropriate for the team depending upon its needs.

skills, behaviours or relationships of the team, and how much it needs to

High

focus on dealing with the business issues facing the team.

2. Team Building

3. Team Development

Involves team members learning about

Involves learning more about what the

themselves and each other to work

team can do to improve results.

together better.

• Team profiling questionaries

Focus on skills and behaviour

• Team health check

• Business simulation exercise

• Team/individual profiling

• Performance planning

• Simulation exercise to boost skills
e.g. Communication

1. Team Bonding

4. Team Pit-Stop

Focus is on fun/personal activities

An analytical consideration of how to

to increase individual and team

improve business performance

motivation and bonding.

• Developing vision and strategy

• Outdoor activities and recreation
• Team games

• Continuous improvement plans
• Activities to improve team results

• Creative activities
Low

• Performance and effectiveness

Low

Focus on business and task

The Team Intervention Model has been designed by Aspire
Development UK Ltd. Aspire has significant experience of
working with teams in the NHS to support their development
and performance.

High

If you want to discuss a team
event in more detail, or would like
to receive more information about
the type of team events available,
please call Aspire Development UK
Ltd on 01422 241964, or visit the
Aspire website at:
www.aspiredevelopment.co.uk

Other factors that help motivation in a team are building up individual’s
resilience and dealing with change effectively. Effective delegation and
coaching also contribute to increasing performance in teams.

For further information go to www.fsdnetwork.com to download:
• Top Tips Dealing with Change.
• Top Tips Increasing Productivity
• Guide to Coaching within NHS Finance.

www.fsdnetwork.com

